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EXECUTIVE SUMMARY 


Findings 


Many excellent things done by deparments and central 
agencies; strong base on which to build for future. 


Areas needing improvement include: 


- assessment of training and development needs, both 
corporate and individual 

~ planning of training and development, at corporate, 
departmental and individual levels 

- training and development of scientists and 
professionals 

~ role of management and individual managers in training 
and development is unclear 

- inequitable distribution of training and development of 
individuals 

- departments and agencies require central support 
services, sharing of information, materials, 
technology; “Laciircres “partrcular problems:-ror.sma bi 
agencies 

- better coordination needed at Centre 

~ training policies over-emphasize immediate job skill 
training needs and neglect future needs and personal 
developmental needs 

- training and development not used as instrument of 
employment equity strategies 

- developmental programs not well used 

- workforce adjustment training policy under-utilized 

- serious concerns about resource constraints and 
inability to meet priorities. 


Guiding Principles and Concepts 


training and development is an investment in better 
government and better service to the public 


PS 2000 will put more emphasis on individual responsibility 
and professionalism, requiring more knowledge and skills by 
rnd Vardi ls 


good human resource management and development policies will 
be necessary to attract and retain good people in the public 
service in the future 


° training and development of staff is an integral part of 
management at all levels, embracing a broad range of 
activities and priorities of which classroom training is but 
one 


° there is a hierarchy of responsibility for training and 
development 


~ the individual is responsible for his/her own career 
development, for demonstrating a willingness to grow 
and learn on the job, and for taking full advantage of 
training and development opportunities provided 

- supervisors are guides, mentors and counsellors and are 
responsible to ensure the worker has the skills and 
tools to do, theljob 

- the department is responsible to provide an enabling 
framework for productive work now and in the future 
through effective training and development; and, to 
assess needs and set priorities 

- central control and service agencies provide an 
enabling framework at the corporate level 


® there is a hierarchy of needs and priorities which must be 
dealt with from the perspectives of the individual, the 
department, and the government as a whole, both in the 
immediate and longer term 


° resources must be needs and priorities-related and 
protected in the same fashion as capital investment funds 


° equity in training and development means responding 
adequately to needs of the individual, as well as corporate 
needs, including the need to redress previous inequities. 


Recommendations 


1B A new emphasis on personal planning of training and career 
needs, separate from the performance appraisal system. 


Dis A new emphasis on the role of supervisors and managers in 
determination of needs and priorities and the management of 
training and development. 


a Continued delegation of primary responsibility for training 
to departments within the new context recommended herein. 


4. Strengthened training and development needs assessment at 
all levels. 
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More rigorous assessment of the appropriateness and cost- 
effectiveness of various means of training and development. 


More careful monitoring of training and development to 
ensure equitable access, and the use of training and 
development to meet employment equity objectives; members of 
employment equity groups should have a more than 
proportionate share of places in training and development 
programs identified as suitable for this purpose. 


Treasury Board’s role to be re-shaped to emphasize 
leadership, resource allocation, policy direction, 
evaluation and accountability but recognizing that delivery 
of programs rests with departments, PSC and CCMD. 


TB policies to be recast to reflect the guiding principles 
and concepts with specific provisions relating to 


e re-balancing emphasis on immediate job skills, future 
requirements and career development requirements 
° revision of workforce adjustment training policy 


providing training for anticipated as well as current 
job vacancies. 


The cost-effectiveness and management of existing corporate 
developmental programs be reviewed. 


Consideration be given to new developmental experiences for 
public servants who demonstrate high performance, high 
potential or special need. 


Treasury Board policies and corporate systems and programs 
be described in layperson’s language in brochures/guides for 
individuals, supervisors, managers, etc. 


The Staff Training Council should be replaced by a new Human 
Resources Council with a broader mandate recognizing the 
integral role of training and development of human resources 
management and with linkages to existing and potential 
groups dealing with training and development on a functional 
basis. 


Exiorimgel raring boards OL (the orart’ Training Councid 
should be retained but their mandates broadened to include 
developmental activities and programs. 
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The informal’ training coordination group of TBS, PSC and 
CCMD should be formalized as the primary work group of the 
Human Resources Council. 


The functions of central support and sharing of information, 
materials, facilities and technology should be performed on 
a collaborative basis by the Committee of Heads of Training, 
on behalf of the Government as a whole. Resources may have 
to be provided for some of the more operational of these 
functions. 


The CCMD and PSC should work out a cooperative arrangement 
to ensure that managers at all levels receive a continuum of 
consistent knowledge and skill development. 


Implementation Plan 


early action by TB on coordinating and support mechanisms 
and then use of these mechanisms to pursue substantive 
recommendations 


special team to re-write TB policies and plain-language 
guides 


establishment of task groups to develop course models and 
materials for generic training ensuing from other PS 2000 
Task Force reports (e.g. Human Resources Management and 
Service to the Public are likely urgent priorities). 


A. INTRODUCTION 


The Public’ Service 2000 Task Force on Staff Training and 
Development has three principal tasks: 


e To review the existing policies and objectives for staff 
training and development, and the organization, systems and 
procedures for achieving them. 


° To review the implications for training and development of 
the recommendations of other PS 2000 Task Forces. 


° To examine the longer-term requirements of staff training 
and development for the future, beyond PS 2000, with a view 
to ensuring that adequate policies are in place to cope with 
them. 


This is a preliminary report of the work of the Task Force. It 
is intended that the work will continue until the end of this 
calendar year with additional reports presented at the end of 
September and the end of December. 


This report contains the findings of the Task Force following its 
review of current training and development policies and 
practices; and, it sets out some guiding principles and makes 
initial recommendations for the development of new policies and 
Dra Clices:. 


B. PROCESS FOLLOWED BY THE TASK FORCE 


The Task Force met seven times as a group between May 28 and 
July 13, 1990. It received representations, and it reviewed 
papers and studies, related to training and development in the 
public service and in the private sector. A list of documents 
reviewed is included as Appendix B. The Task Force met twice 
with union representatives under the umbrella of the National 
Joint, (Council .and, individually with sthe -Protessi onalcinstatute’ of 
the Public Service of Canada (PIPSC) and the Professional 
Association of Foreign Service Officers (PAFSO). It met with the 
departmental Heads of Training on two occasions, and a group 
comprising heads of large federal training centres, it received 
written briefs from directors of personnel and from numerous 
other public servants as individuals or as groups. 


Ce CURRENT SITUATION 


Departments, through the authority delegated to them by Treasury 
Board policy, are responsible for identifying the training and 
development needs of their employees and for providing training 
as required. Public Service training policy says that training 
and development needs are to be based on present and future 
operational requirements and other human resource management 
considerations such as employment equity. 


Departments receive funding for training through the usual 
appropriations process. Training funds are part of departmental 
O&M votes; they are not separate allotments. They can therefore 
be reallocated for other purposes during the year. 


For the most part, departments are free to decide whether they 
will make or buy the training they require except for certain 
mandatory programs required by Treasury Board and delivered by 
PSC .6on.CEMD). 


Departments are, by far, the most important stakeholders with 
respect to training. They are not only consumers, or buyers, of 
training, but as a group they are also the major suppliers of 
training. In 1988/89, departments reported that they spent $299 
million on training, including salaries of trainees and trainers 
and travel and excluding the operating costs of facilities such 
as the Coast Guard College. It should be noted that the figure 
of $299 million. isinot an accountind@, sure and 1S sub ect Brod 
substantial reporting margin of error. 


Most of the training that departments produce is department- 
specific and for skills areas that are unique to the Public 
Service. Good examples are training provided to new recruits in 
corrections, air traffic control and customs inspection. 
Departmental training designed to maintain employee knowledge and 
skills tends to be in response to legislative and technological 
Change. Examples would include changes to income tax laws, the 
introduction of new radar equipment and office automation. 


Departments also produce training in more generic fields such as 
general management, problem solving/decision making, 
communication, pre-retirement planning, information technology, 
StGl 


Large departments that have significant on-going training needs 
have developed substantial training organizations with major 
national training centres. Transport Canada, Customs & Excise 
and Taxation are examples. These departments have in-depth 
expertise in training that parallels that of the PSC Special 
Operating Agency. Middle-sized and smaller departments tend to 
have less in-house training capacity and are more likely to 
obtain more of the training they require from sources outside the 
department. 


An Interdepartmental Committee of Heads of Training has recently 
been) formed and) the first’ conference of training. professionals 


was held in 1989. The purpose of the Interdepartmental Committee 
is to share information, discuss common issues and in certain 
cases, bring suggestions forward to the Treasury Board 
Secretariat for action. 


The Treasury Board has legislative authority for determining 
training and development requirements for the Public Service and 
for fixing the conditions under which training is provided. 

Since 1970, the Board has delegated most of its authority for 
training to deputy heads. This delegation is accomplished 
through general training policies which give general direction to 
deparments on when training should be provided. The Board exacts 
accountability from departments by requiring them to report 
annually on training activities and costs and through audits of 
departmental conformity to training policies. 


The Treasury Board has retained authority for Public Service 
training policy and for training issues that are corporate in 
nature rather than strictly departmental. 


The Public Service Commission (Special Operating Agency) by the 
authority of the Public Service Employment Act and by delegation 
from the Treasury Board, designs, develops and conducts training 
courses and programs and provides consulting and other services 
related to training. Most of these training courses and services 
are provided directly to departments in response to needs 
identified by departments. At the same time, the Special 
Operating Agency has a very important strategic role in providing 
training courses and services in response to corporate/service- 
wide needs identified by the Staff Training Council. 


The Special Operating Agency is an important central source of 
expertise for training for departments and its training 
activities are funded primarily on a cost-recovery basis. Since 
1980, the Agency’s predecessor, the Staff Training Program of 
Training Programs Branch, had been given an appropriation of 
about $2.9 million annually to cover the net costs of certain 
activities that do not lend themselves to full cost-recovery. In 
1988/89, the Branch’s operating costs plus the subsidy was $14.1 
WL Ons 


The Canadian Centre for Management Development (CCMD), instituted 
in 1988, has as its mandate the strengthening of the management 


capacity of the public sector, and especially of the senior 
levels of the federal public service through research, training 
and the dissemination of information about management 
technologies and practices. CCMD is funded through 
appropriations. It also has the authority to charge for certain 
services and to raise funds independently. Most of the courses 
and services provided by CCMD are provided to departments free of 
charge or for nominal fees. In 1988/89, CCMD’s budget was $10 
million. 


The Staff Training Council, an interdepartmental committee of 
deputy ministers which is chaired by the Secretary of the 
Treasury Board, was created in 1980 by the Treasury Board to 
provide overall direction for training and development in the 
Public Service. The Council is supported by three training 
boards: Management Training Board, Professional and Technical 
Training Board and the Special Needs Training Board. Training 
board membership is primarily at the ADM level. 


Examples of Departmental Training and Development Activities 


Notwithstanding the substantial changes and improvements that are 
needed as identified in the main body of this report, training 
and development in the public service has much to be proud of. 


Several departments have initiated comprehensive organizational 
renewal initiatives and training has been identified as playing a 
key role in this process. Correctional Service Canada, 
Employment and Immigration Canada, External Affairs and 
International Trade are three such departments. 


Individual departments are taking the lead in developing the most 
modern approaches to training. Two examples of this are the 
development of a PASS/FAIL course for new Customs inspectors at 
Revenue Canada, Customs and Excise, and the introduction of 
Computer Based Training (CBT) technology at Revenue Canada 
Taxation. The Customs officer course is entirely performance- 
based and applies the latest principles of andragogy. Other 
government departments, the private sector and international 
delegations have examined this PASS/FAIL program and it is | 
gradually becoming a model for future training initiatives. At 
Revenue Canada Taxation, the development costs for the use of CBT 
are substantial. The resulting savings, however, in terms of 
reduced travel costs for participants, substantially decreased 
learning time and improved retention rates, have provided a good 
rate of return on the investment. Early indications are that 
Interactive Video will provide the same kinds of results. 
Distance Learning and Artificial Intelligence are new areas the 
department is now exploring as it continues its quest for 
improved results at less cost. 


Specialty Training developed by departments is often sought by 
other countries and international organizations as a model for 
use or application in their own organizations. An example is the 
Search and Rescue course developed by Transport Canada which is 
recognized as a model by the International Marine Organization. 


Other examples of good training and development initiatives 
include the following: 


c A significant service-wide management development program 
which has been implemented and evaluated over the past 10 
years. These programs and the TB policy providing for 
mandatory orientation (basic) training by management level 
in the context of a comprehensive Training Framework provide 
the Public Service with one of the most comprehensive 
approaches to training and developing managers. 


e A number of training development programs are in effect for 
new university recruits - Accelerated Economist Training 
Program (PCO/PSC), Financial Officer Recruitment Development 
Program (OCG), Internal Audit Recruitment Development 
Program (OCG), Engineer Development Program (Transport), 
Audit Trainee Program (AG), Indian & Inuit Graduate 
Opportunities Program (INAC), Purchasing Officer Programs 
(DSS). 
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Employees can obtain credit towards a university degree for 
some PSC courses they have taken. Three universities 
currently accredit PSC courses, and agreements with three 
other universities are being finalized. 


A master standing offer for informatics training is 
available to ensure a level of quality for private sector 
training courses in informatics. 


Training courses are consistently offered in both official 
languages. 


Service-wide courses in functional areas have been, or are 
in the process of being developed for Financial Officers, 
and Material Management Officers among others. 


Seventeen departments have initiated departmental 
"assignment" programs which assist employees to broaden 
their experience. 


D. FINDINGS 


As noted the Task Force recognizes the many excellent things 
being done in the field of training and development both in 


departments and in central agencies. The programs and activities 
referred to in the Current Situation section of this report give 


an indication of the importance that training plays in 
departmental operations. The creation of CCMD, the decision to 
convert the PSC Staff Training Program into a Special Operating 
Agency, and the recent decision to set up a Management Trainee 
Program illustrate a recognition of the employees’ needs for 
training and development. PS 2000’s emphasis on individual 
responsibility and professionalism will accentuate these needs. 


Nevertheless, there is evidence that significant and substantive 
productivity gains can be made by the public service workforce if 
investment in training and development is increased and if there 
are efforts to continue to increase the efficiency and 
effectiveness of training and development systems and practices. 


Training needs 


dL Until recently the systematic means of assessing and 
analysing service-wide generic training needs was through 
occupational analyses, training frameworks, and a systematic 
approach to course development. The recent training needs 
assessment of middle and senior managers is an example of a 
new useful approach which can serve as a model in this area. 


Pie The training and development needs of individuals are 
identified in an inadequate, ad hoc fashion as part of the 
performance appraisal process. There is no evidence of 
either the individual’s career development plan or the 
department’s training or human resource strategy, nor is 
there any evidence that the resulting training responds in 
any coherent way to the needs identified. 


3x Training which is identified for individual employees should 
be better planned both in relation to their job and career 
needs and to the short and/or long term requirements of the 


organization. 

4. Individuals wishing to plan their training and development 
have access to very little information or counselling 
assistance. 


ae There are particular concerns about the training and 


development needs of scientists and other professional 
qroups which should be examined in depth. This will be done 


by a sub-group of the Task Force and will be dealt with in 
subsequent reports. 


aes 


Small agencies often have very specific training needs and 
limited training capability except through the central 
delivery agencies (PSC and CCMD), and while large agencies 
might be able to help them, they are unaware of the need, 
and perceive technical obstacles in securing financial 
reimbursement. 


A review of staff training and development policies, 
programs and systems against projected PS 2000 needs, 
identifies areas in serious needs of strengthening. While 
Treasury Board policies link training primarily to immediate 
and future job skill requirements, they do not do enough to 
enable departments and individuals to: 


e keep abreast of changing concepts and technologies in 
order to keep the Public Service at the leading edge of 
public administration and maintaining a capacity to 
adapt to new challenges. 


° develop productive and worthwhile careers in the Public 
Service. 
° promote employment equity, bilingualism, 


multiculturalism and a sensitivity to the issues 
confronting Canada and the World; the use of training 
and development as a key instrument in employment 
equity strategies deserves special attention (both in 
terms of advancing the careers of employment equity 
target group members, and in improving the sensitivity 
and understanding of others). Facilitating the 
training of the disabled is a particular need! 


The Role of Management and Individual Managers 


BS 


The role of management including individual managers and 
supervisors in the identification and provision of training 
is not clearly recognized by many, and the value of training 
and development as an investment is generally not well 
understood. The manager’s role as coach, mentor and 
counsellor needs to be made explicit and managers trained to 
carry” 1t° out-25"1Itlis critically” important’ that "managers 
recognize that while policies, structures and systems are 
important, the training and development of staff into a 
superb public service depends primarily on the attitudes of 
individual managers towards their staff. 
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Training services would be more productively used if 
training was better integrated with human resource 
development and management generally, i.e. training and 
development should be seen as a critical tool of corporate 
Strategy. 


Equitable Distribution of Training and Development 


JO; 


Training for certain groups is not equitably distributed 
(e.g., PSC survey suggests that the following may be under- 
represented in training programs: employees in 
administrative support and operational categories, 
francophones and employment equity groups). 


Developmental Programs 


ae 


A variety of developmental programs have been instituted 
both at the departmental and corporate levels, but in 
practice are not always well linked to a corporate or 
departmental strategy or plan. Costs are often substantial 
for each participant, yet are seldom seen as training costs 
competing for scarce resources. Corporate level programs in 
particular require more care in candidate selection and 
follow-up and generally a greater coherence in the setting 
up and management of such programs. 


Support Services 


Zs 


There is a need for support for departmental training 
efforts. The substantial delegation of training authority 
to departments results in some large well-resourced and 
highly effective training programs in some departments while 
many others need support services from the centre, as well 
as guidance and leadership. The challenge is to strengthen 
the support services for departments, and the sharing of 
information and technology without re-centralizing 
authority. The following specific needs have been 
identified: 


° There is a need to increase the promotion, development 
and use of new training technologies and to share the 
cost of acquiring expensive equipment. 


° There is a need for a central repository or clearing 
house of training materials, course modules, etc. 


« More accessible information on the cost effectiveness 
of training resources, consultants, and training 
facilities from outside government needs to be made 
available. 


Resources 


A350 


The Task Force has received representations from many 
sources that resources available for training are inadequate 
to the extent that even essential training for immediate job 
skills are neglected. This applies both in terms of dollars 
and the ability to give employees the time to take training. 
Funds available for training have not increased in 5 years, 
and inflation: has eroded their value. 


New policy and program initiatives at the centre and in the 
departments often do not take into consideration training 
requirements and associated costs. 


It is not clear, however, what level of resources are 
required on a continuing basis to meet the most important 
training and development priorities. More work needs to be 
done on: 


° assessing, priorizing and costing training and 
development needs, on a department by department basis; 


e taking steps, as recommended in this report, to improve 
the cost-effectiveness of training; 


® making optimal use of new technology (including 
distance learning via satellite and other means, which 
will reduce travel and accommodation costs of 
Crain ng. . 


° workforce adjustment training policies are enlightened 
and fair, but because they are based on present job 
vacancies rather than chronic or anticipated skill 
shortages they have not been extensively used. 


In the meantime, PS 2000 is likely to result in a number of 
urgent training and development requirements which cannot be 
accommodated within existing resource levels. 


The next report of the Task Force, at the end of September, 
will address the issue of PS 2000 training and development 
requirements .and.costs. The final.report of the Task’ Force 
in December will deal with longer term issues, including the 
use of technology and continuing resource requirements. 


ee 


E. GUIDING PRINCIPLES AND CONCEPTS 


The Task Force believes that there are certain fundamental 


principles and common sense concepts which can help us to deal 
with the problems and issues identified, and guide us in 
Significantly improving training and development activities in 
government. (Some are already reflected in current policies but 
not always put into practice). The views of the Task Force are 
the result of extensive consultation and discussion, but are 
stated below without supporting argumentation, although the Task 
Force is prepared to explain and defend each: 


ee The mission of the Public Service is to give Canadians the 


best, most sensitive, most cost-effective government and 
services possible. As stated by the Prime Minister in his 


announcement of PS 2000: "The Government is committed to 
maintaining the integrity, the excellence and the 
professionalism of the Public Service as a great Canadian 
institution. All Canadians have a stake in a Public Service 
that is efficient and responsive to the changing needs of 
the country. It is our responsibility to act now to equip 
public servants with the tools they need to meet the 
Challenges of the next century". 


2. PS 2000 will emphasize the importance of individual public 
servants in this mission, and hence the importance of 


individual empowerment, responsibility and professionalism; 
individuals will need help to play these broader roles. 
Management, increasingly, will be seen as the art of getting 
people to do their best; development of people will be the 
means of improving performance to the highest level 
possible. Training and development of public servants 
therefore, is an investment in the future of Canada, not a 
frill oryd npiperk»sfornspub lic sservantsi: 


34 There is evidence that employers will have increasing 
dititivculityrattractmmcqvand saretatinimg hiqhncaltbredstaff in 
future if such employers are not seen to have effective 
long-term human resource management policies and systems. 


4. Training and development of staff is an integral part of 
management at all levels - it embraces a broad range of 


activities and priorities of which classroom training is but 
one: 


Lad Gap 


e communicating to prospective public servants and 
educational institutions the nature and needs of the 


Public Service; 


° helping managers and supervisors at all levels to 
acquire skills and knowledge needed to manage through 


people; 


* orienting new recruits; 


e exposing them to positive learning on the job; 


° learning hard skill for todays job in a ‘classroom oc 
similar setting; 


° building teamwork and organizational loyalty; 


° developing the knowledge and skills to cope with 
tomorrow’s technologies and challenges; 


° encouraging and assisting the individual to improve 
his/her ability through personal education, reading and 
training outside government; 


° ensuring good understanding by clear communications and 
consultations with employees; 


° identifying and assisting exceptional people to achieve 
their potential; 


° identifying employees with problems or handicaps and 
providing special assistance to them; 


e assisting individuals to plan their careers and to 
develop their capabilities accordingly. 


But all should be aimed at improving the competence and 
productivity of the Public Service now and in the future, in 
a cost-effective way. 


eS ag gt 


The Hierarchy of Responsibilities 


° the individual is responsible for his/her career 
development. 
° the supervisor is responsible to see that each 


individual worker knows what to do on the job, and has 
the skills and tools to do it; the supervisor is the 
principal quide, teacher, mentor and counsellor for 
each employee. 


° the department is responsible to provide an enabling 
framework for productive work, now and in the future, 
including the policies and priorities for human 
resource development and instruments to achieve them; 
it must assess the developmental needs of all its 
employees and try to meet them. 


° central control and service agencies are responsible 
for an enabling framework at the corporate level, under 


the overall authority of the Treasury Board. The 
emphasis, however, should be on enabling/support/ 


SELViCe, s00C-CONLTOL. 


The Hierarchy of Needs/Priorities 


Training and development should be seen as tools to meet 
corporate and individual needs in a coherent and cost- 
effective way. It follows that needs and priorities, both 
immediate and long-term, individual, departmental and 
COLPOraLe MUST, be Carefully assessed. and..cileariy 
communicated in order that scarce resources are allocated 
against needs equitably and effectively. 


Resources for Training and Development 


In modern organizations, as the need for high quality 
training is recognized, and as technology and methodologies 
available for training are improved, employers around the 
world are increasing substantially their investment in 
Eraining as aleritical Cooteol .strateqic.corporate 
Management, but at the same time, taking steps to ensure 
that training is appropriate and cost-effective. Resources 
must be provided in relation to needs and priorities and 
once provided must be protected. 


EAS) es ke 


Equity in Training and Development 


Training and development needs vary with the individual, the 


job, the department and the times. It is unwise to specify 
a quantum of training as either an individual right or an 
organizational objective. However, training should respond 


equitably to the needs of the individual, as well as 
corporate needs, including the need to redress previous 
inequities. 


RECOMMENDATIONS 


Individual employees should continue to be responsible for 
the planning and management of their own careers but ina 
way that is consistent with the needs of the organization 
and the Public Service at large. This includes 
participating with his/her supervisor to determine training 
and development needs; demonstrating a willingness to grow 
and learn through work experience; and taking full advantage 
of the training and development opportunities provided. 


Determination of career aspirations and training and 
development needs should be done separate from the 


performance appraisal process, although reflecting 
performance-based needs. A separate "Personal Planning and 
Development Record" should be completed by the individual 
and his/her supervisor, reflecting past education, training 
and experience and future needs, and updated yearly. Data 
from it should be captured and analyzed as part of the 
department’s training assessment and planning process. 


Individual supervisors and managers should be made 
responsible for ensuring that their employees are provided 
with training and development consistent with the employees’ 
needs and the needs and priorities of the organization. The 
role of the supervisor as mentor, trainer and counsellor 
should be explicitly stated in job descriptions and provided 
for in supervisory training. 


Departments should continue to be responsible for the 
training of their staff within a framework of policies, 


co-ordinating mechanisms and support services as set out in 
this document. They should recognize that there are few 
obstacles in existing corporate policies preventing them 
from putting in place excellent training and development 
programs and that resource constraints can be minimized by 
innovation and good management. Departments can learn much 
from one anothers’ successes. 


Departments should review their internal policies, 
structures, practices and resource allocations against the 
guiding principles, concepts and recommendations of this 
EeponL. 


Departments must ensure that their training needs and 


priorities are assessed as an integral part of human 
resources management, which in turn must be part of their 


strategic planning process. 


iy ta a= 


Departments should explore a variety of ways to meet needs 
and to vigorously evaluate the cost-effectiveness of the 
means chosen to ensure that scarce resources cover the 
priorities as much as possible. Means to be considered 
would include: 


in-house, formal classroom training 

on-the-job training 

developmental assignments 

self-instructional (including computer-assisted) 


learning 
° distance learning via satellite and other means 
° full-time or part-time training by outside institutions 
° training and educational courses pursued by the 


individual outside office hours with costs reimbursed 
in whole or in part by the employer (N.B. this is 4 
low-cost and potentially effective activity which is 
under-utilized and often actually discouraged at 
present ) 


Training and development must be monitored by departments 
and by Treasury Board to ensure equitable access in relation 
to need. In the case of employment equity target groups, 
equitable access should be interpreted as more than a 
proportionate share of opportunities in programs which are 
identified as having the potential to make a significant and 
rapid change in the representativeness of the Public 
Service. As a starting point and until there is evidence of 
substantial improvement, efforts should be made to ensure 
that employment equity target group members make up at least 
double their proportion of the public service in such | 
developmental programs. 


Treasury Board’s role should be re-shaped to encompass the 
following: 


° overall leadership of human resource planning, 
development and management 

° provision of resources 

° identification of corporate policies and priorities 

e collection of essential data 

° co-ordination of activities related to corporate 
priorities . 

° evaluation and accountability 


hut recognizing that responsibility for delivery of training 
rests ‘with ‘departments? -PSC and@icCMD Siwithime the TB policy 
framework. 


wrote. 


i OF Treasury Board policies should be recast to reflect the 


guiding principles and concepts set out in this report. The 
new policy should be as brief and simple as possible and 


augmented by models or standards of good training and 
development practices. 


11. Material on management training recently prepared by the 
Management Training Board is sound and should be 


incorporated. 

12. Specific policy changes which are recommended include the 
following: 
° the policy should acknowledge that training and 


development incorporates a variety of tools all 
valuable and appropriate to meet a continuum of needs 
throughout an employee’s career in the Public Service. 
Training and development is defined as an activity 
whereby employees learn and acquire new skills, 
knowledge or aptitudes. Research suggests that this 
takes place through work experience (50%); through 
interpersonal relationships with bosses, peers, 
subordinates and the professional community (30%); and 
through formal education and training (20%). Training 
and development needs to take place: 


- before or at the time of appointment the 
individual must have acquired the minimum of core 


knowledge and skills to meet the job’s initial 
requirements 

- after appointment skills and knowledge must be 
improved to optimal levels required for fully 
effective performance 

- the individual should be retrained or upgraded to 
adapt to changed technology or job requirements 
including workforce adjustment training 

~ as much as possible the individual should be 
equipped to adapt to future change 

~ the individual’s responsibility for personal 
career development should be recognized and 
Supported through the provision of information, 
counselling. and the reimbursement of personally 
financed education and training which appears 
likely to support realistic career plans in the 
public service 


° the totality of training and developmental needs should 
be provided for to the extent possible in the 
priorities of departments 


am Oo 


policies should reflect frameworks of training that 
have already been developed for managers, FIs and 
others 


the workforce adjustment training policy should be 
adjusted to permit and encourage training for chronic 
and anticipated skill shortages, as well as current job 
vacancies 


the use and cost-effectiveness of existing corporate 
developmental programs (such as CAP, the new Management 
Trainee Program, L’ENA (France), L’ENAP (Québec), 
National Defence College, Imperial Defence College, 
etc.) should be reviewed and means developed to ensure 
that participants are selected equitably and followed 
up afterwards to ensure maximum benefit from the 
program 


Consideration should be given to new initiatives which 
would make developmental experiences "outside the job" 
available in response to one of the following: 


- to encourage superior performers to pursue future 
excellence (i.e., similar. to the Australian 
scholarships or fellowships offering a chance to 
travel and study special public administration 
activities jin other jurisdictions) 


- to achieve employment equity objectives 


- to develop a small number of exceptional people 
for special responsibilities in future 


- It is recommended that a special task group 
reporting to the: Staff Training Council be 
established to carry out this review of 
developmental programs. 


the corporate needs analysis process recently carried 
out for managers at all levels should be done ona 
regular basis (every two years), and current processes 
for needs analysis for other groups of corporate 
interest, e.g., PEs, FIs, the communications community 
and others, should be enhanced and continued. 
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Treasury Board and/or departments should prepare separate 
"model" guides for individual employees, supervisors and 
managers explaining training and development objectives and 
policies in laypersons terms and describing individual 
departmental and corporate responsibilities and resources 
available to help them. Those for employees generally, 
supervisors and middle managers, should be issued by 
departments as adapted to their particular environments. 
Those for senior managers and executives should be issued by 
Treasury Board. 


Co-ordinating and Supporting Mechanisms 


14. 


Asse 


ON 


eis 


LS. 


Consideration should be given by the Treasury Board 
Secretariat to the replacement of the Staff Training Council 
by a Human Resources Council with a broader mandate, 
recognizing the integral role of training and development in 
human resources management. 


The existing Training Boards should be retained, but their 
mandates enlarged to include developmental activities and 
programs. 


Linkages with the Human Resources Council should be 
established with the various service-wide functional 
groupings which exist to support the professional 
development of groups of public servants, e.g.: 


® Directors of Communication 
° Heads of Training 
@ Directors of Personnel 


Consideration should be given to establishing similar 
groupings for other functional areas to promote functional 
improvement and professional development (Their role in 
helping to assess training and development needs is 
potentially very important )* 


The existing informal, central co-ordinating committee of 
representatives of TBS, CCMD and PSC should be continued and 
formalized as the primary working group for the Human 
Resources Council on training and development issues. The 
membership of the co-ordinating committee should be expanded 
to include heads of the Training Boards and others as 
appropriate to ensure coverage of line departments and 
agencies. 
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CCMD and PSC within the framework of TB policy, should 
arrive at an arrangement to ensure that 


® Managers at all levels receive a continuum of 
consistent knowledge and skills development 


° duplication in course development is avoided 


e stratification by classification level of general 
knowledge sharing sessions among managers is avoided as 
much as possible. 


In the view of the Task Force, the best way to deal with 
training issues which are common to many departments is 
through a collaborative approach by those responsible for 
the delivery of training. The Task Force recommends 
therefore that the Inter-departmental Committee of Heads of 
Training be strengthened to facilitate the following on 
behalf of the government as a whole. It may be that some of 
these functions which are of a more operational character 
can be assigned to a lead department or agency to arrange on 
behalf of the government as a whole. 


° training of trainers 

° elimination of duplication in course development 

° sharing the development and use of training technology 
* sharing the use of federal training facilities (to 


optimize’ their utiiirzation’ for training’ purposes as 
their first prnemrey) 


° provision of training to those agencies without their 
own training capability 

° Maintaining a central clearing house of training 
materials, course outlines, methodology, etc. 

° assessing the quality of outside courses, facilities 
and consultants 

° examining the feasibility of maintaining a central 
course registration 

° monitoring the response of such services to 


departmental requirements. 
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It is noted that sub-committees of this group are currently 
working on a number of these topics. There are projects on 
value for money, training technology, qualification 
improvement for trainers and a video for performance 
appraisal training. Departments should be encouraged to 
view participation of their training staff in the IDC as a 
legitimate and valuable contribution to training in the 
Public Service and, ultimately, to their own interests as a 


department. 


Resources may have to be found to support some of these 
activities. 


G. IMPLEMENTATION PLAN 


The Task Force urges that the Treasury Board immediately deal 
with the recommendations of the Task Force relating to 
establishing or strengthening the coordinating and supporting 
machinery for training and development and that these bodies then 
take steps to deal with the substantive recommendations relating 
to coordination and mutual support. 


Treasury Board should consider putting a special team together to 
quickly re-write and re-issue its basic training and development 
policies as recommended herein (N.B. in some cases these should 
be done as "models" for departmental adaptation). The policy 
should be a very limited document, leaving departments as much 
leeway as possible to develop their own training policies and 


programs. Treasury Board should, however, develop and issue 
standards and models for departmental use, based on the policies 
and departmental "best practices". All this material should also 


be reflected in lay person’s language in brochures for individual 
workers, supervisors and managers. 


Implementation of PS 2000 training and development requirements 
will be dealt with in the Task Force’s next report. It is 
already evident, however, that there will be certain major 
training projects needed (e.g., human resource management 
training aimed at all supervisors and managers) for which urgent 
and extensive preparation and funding is required. The funding 
issue for this must be addressed. Collaborative arrangements 
will have to be made to avoid duplication in course development, 
and make the best use of teaching facilities and technology. 
Treasury Board should consider assigning lead responsibility to a 
person, agency or department for each of these main requirements, | 
and setting up an interdepartmental task group for each inet 
the use of outside consultants where necessary. 


APPENDIX A 


PUBLIC SERVICE 2000 


TASK FORCE ON STAFF TRAINING AND DEVELOPMENT 
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A. BACKGROUND/CONTEXT 


i Values and Objectives 


To build a public service which: 


serves loyally the government of the day, 
providing top quality advice and following 
direction; 


is professional, highly qualified, politically 
neutral and imbued with a tradition of service to 
the, public? 


recognizes the importance of people in achieving . 
performance and treats its human assets in a way 
that makes them feel valued; 


accepts that public servants must feel and be 
accountable for the public funds they expend; 


accordsifa higher priority than at present to 
"managing downwards", i.e., care for the overall 
health of the departments and its ongoing capacity 
to deliver programs well; 


stimulates the search for innovation; 


places as much authority as possible in the hands 
of front line employees and managers; 


demonstrates full commitment to the official 
languages policies, and pay and employment equity; 


in the-context.of.a "Single" Public Service, 
provides scope for diversity in recognition of the 
many different functions carried out. 


Zz This Task Force was initiated later than the other nine 
because it was believed that its work would, to some 
extent, be based on that of the other Task Forces. 
Certainly the implementation of the recommendations of 
the other Task Forces will affect the content and 
priorities) of *stalrh training: programs. .iIn addition, 
however, the function of training deserves as close 
study asthe functions of stalling .chassiiicationm, 
union/management relations, etc. 


B. COMPOSITION OF THE TASK FORCE 
Cnair: J.L. Manion, CCMD 
Members: G.. Botham,. CehiLC 

JW. (Bourgom, CCR 
F. Drummie, DIAND 
E. Hossack, MOT 


Alternate: A. Fracassi, MOT 


Ree. Hubbards) NRI SCC fo.) 
J.C. Mercier, ForCan 
N.Y Mulder; CEIC 
O.. QONGS 2 yur Co 
P. Walker, DEA 
WISP... <ROY, 7 CCMD 
J.B. Morrissey, DFO 
G.S. Clements, DND 
Bx) of fa-ci.d 
Members: M. Cottrell-Boyd, CCMD 
J. Edwards, PS 2000 
A. Lefebvre-Anglin, AGR 
Ke Gi tyerors, TES 
L. Pearson, PSC 
Secretary: M. -Floed, TBs 


TERMS OF REFERENCE 


The Task Force will have 3 principal tasks: 


ns 


To review the existing policies and objectives for 
staff training and development, and the organization, 
systems and procedures for achieving them. 


To review the implications for training and development 
of the recommendations of other PS 2000 Task Forces. 


To examine the longer-term requirements of staff 
training and development for the future, beyond PS 
2000, with a view to ensuring that adequate policies 
are in place to cope with them. 


The Task Force’s initial report will be completed by 
oly 1S geo owi enc Ludes 


a review of policies, objectives, systems, procedures, 
Organizational relationships and coordinating 
mechanisms; 


a schedule and work plan for completion of tasks 
Z2gand 3: 


any interim recommendations which might be helpful in 
pheincontextuisiiiPps 312000 . 


The Task Force will work closely with the Treasury Board 
Secretariat, the Public Service Commission and the Staff 
Training Council, to which Treasury Board Ministers have 
delegated authority for overall staff training and 
development policy management. 


The Task Force will utilize the extensive consultations 
already carried out in connection with the 1989 training 
needs analysis. In addition, it will consult with: 


Public Service Unions; 
Public Service managers; 


private sector human resource management and training 
specialists. 
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APPENDIX B 


LIST OF DOCUMENTS AND PAPERS 
REVIEWED BY THE TASK FORCE 


Training and Development in the Public Service: 
A Discussion Paper 


Draft Policy on Development of Managers in the Public 


Service 


Profile of Public Service Leaders and Managers 


Management Trainee Program 


Language Training Canada: Statistics/Key Facts 


Selected Information on Training in the Private Sector - The 
Conference Board of Canada 


The Report of the Task Force on Barriers to Women in the 
Public Service 


Terms of Reference of Staff Training Council and Related 
Training Boards 


Terms of Reference of Interdepartmental Committee of Heads 
Of iTiad ning 


Approach to Training Issues and Concerns - suggestion by 
Emmet P. Hossack 


Briefing Papers on PSC Special Operating Agency, SPECIAL 
OPERATING AGENCY, WHAT IS A SPECIAL OPERATING AGENCY? 
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34 
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20. 


Ok 


22 
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Content Analysis of Focus Group Data on Identifying Training 
Needs 


- Management Category 


- Middle Managers and Supervisors 


Summary of Focus Group Discussions Conducted by PSC with the 
Management Category 


Summary of Views from Public Service Unions under the 
Umbrella of the National Joint Council 


Summary of Views from Departmental Heads of Training 


Submissions and Briefs from Individuals 


Summary of Training Issues Identified Through Other PS 2000 
Task Forces 


Briefs from Directors of Personnel 


Briefs from Public Service Unions: 


e International Brotherhood of Electrical Workers 

° The Professional Association of Foreign Service 
Ofiicers (PArSO) 

@ The Professional Institute of the Public Service of 
Canada (PIPSC) 


° Public Service Alliance of Canada (PSAC) 


Brief from Les anciens é6léves canadiens de 1’Ecole’ Nationale 
d’Administration (ENA) a Paris 


Brief“from Federal Communications Council’ (FCC) and 
Communications Management Review (CMR) 


D’Avignon Report - Chapter 14: TRAINING AND DEVELOPMENT 


External Affairs and International Trade Canada - EAITC 
Corporate Review 
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APPENDIX C 


LIST OF CURRENT SERVICE-WIDE TRAINING 
AND DEVELOPMENT POLICIES AND PROGRAMS 
AS REFERENCE TO THE TASK FORCE 


Stafiirlrai ning Policy (PMM Vol. 4 - Chapter 4) 
Conditions Governing Training (PMM Vol. 4 - Chapter 6) 


Communications Training Program for Senior Public Servants 
(PMM Vol. 4 - Chapter 14) 


Orientation Program for Professional Communication (Admin. 
Policy - Chapter 480) 


Qualification Improvement Program for Trainers and 
Instructors,{<,PMM.Vol.. 4.-.Chapter. 23) 


Work Force Adjustment (PMM Vol. 4 - Chapter 20) 
Management of Information Technology - Guidelines 
Employee Orientation (PMM Vol. 1 - Chapter 15) 
Retirement Planning (PMM vol. 4 - Chapter 13) 


Training “umOccupational Satety and Health (PMM Vol. 12 =— 
Chapter 4 (4-10)) 


Harassment in the Workplace (PMM Vol. 1 - Chapter 23) 
Framework for Management Training 


Management Orientation Training (PMM Vol. 2 - Chapter 11-2) 


14. Management Orientation Training for Middle Managers and 
Supervisors (PMM Vol. 4 - Chapter 23) 


15. Career Assignment Program (PMM Vol. 4 - Chapter 7) 

16. Executive Development Leave (PMM Vol. 2 - Chapter 11-3) 

lige *Classifications=,Training, andsAccreditatdone(PMMrVol. 3 - 
Chapter 2-6) 

Additional Programs and Activities 

Ls. eam eee Canada; administered by PSC 

19. Canadian Fellowship Program; administered by CCMD 

20. Executive Exchange; administered by PSC 


Zi. Financial Officer and Internal Auditor Recruitment and 
Development Program (FORD/IARD); administered by OCG 
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